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Building Authentic Intergroup Dialogue on Campus: 

Living a Commitment to Shared Governance 
and Career Path Development 

through the Full Inclusion of All Members of the University Community^ 


iHtroducPIoh 

The University of Maryland's Inter- 
group Dialogue and Leadership Program 
(IDLP) is coordinated by the Office of Hu- 
man Relations Programs (OH RP), an arm 
of the Office of the President. Because of 
this organizational location, OHRP has 
campus-wi descopewhi ch has been founda- 
tional toits ability toadaptthel ntergroup 
Dialogue Program (I DP) component of its 
I DLP from a student-focused initiati veto- 
ward meeting the needs that staff at all 
levelson campus have expressed for inter- 
groupdialogue. 

In responding to this expressed need 
over thelastthreeyears, OHRP has piloted 
a Black/Latina/oor "Group-Specific"! nter- 
group Dialogue for housekeeping staff at 
theuniversity, as well as a Women of Col or 
Story Circle Intergroup Dialogue for ad- 
ministrative assistants on campus. 

The Black/Latlna/o 
or ^roup-SpecIflc 
I ntergroup Dialogue 
for Nou-Expwpt Staff 

I n G rou p-Specifi c I ntergroup Di al ogue, 
twogrou ps of ei ght toten parti ci pants each 
(16 to 20 total), representing two discrete 
i denti ty groups, are brought together for si x 
two-and-a-half hour sessions (15 contact 
hours for one credit) to discuss issues and 
forge relationships between the groups. 
T ypi cal I y, two fad I i tators, onef rom each of 
the two identity groups represented in a 
given Dialogue, co-fad I i tat e. 

Group-Specific Intergroup Dialogue 
has participants from both groups that: (a) 
represent a wide range of perspectives on 
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the perceived salient "issues" between the 
two groups; (b) have credibility with their 
respect! ve I arger const! tuenci es; and (c) i n- 
clude, but are not limited to, members of 
the grou ps' I eadershi ps. 

Further, it has facilitators who pos- 
sess: (a) extensive content area knowledge 
abouttherangeof experiences of both groups' 
members and the issues between them 
(specific and general); (b) the ability to 
challenge, as well as support, thethinking 
of both groups' members, as an insider to 
one and an outsider to the other; and (c) 
extensive facilitation experience. 

Deviating slightly from what is typi- 
cal for grou p-speci f i c i ntergrou p di al ogue, 
in Maryland's Black/Latina/o staff dia- 
logues there are four co-facilitators, two 
BlackandtwoLatina/o. Additionally, two 
are professional staff members (called 
Exempt Staff), and two are support staff 
members (called Non-Exempt Staff) in 
order to bring both the more "academic" 
intergroup dial oguefacilitation and con- 
tent area knowledge ski I Is, as well as the 
more "practical" in-group (i.e., specific to 
housekeeping staff) facilitation and con- 
tent-area knowl edge ski 1 1 s to these expe- 
riences. Finally, because this intergroup 
dialogue is conducted bi lingual I y, two of 
the co-facilitators are native Spanish 
speakers, and two are native English 
speakers. 

M aryl and's B I ack/L ati na/oemerged i n 
response to numerous complaints of con- 
flict between members of these two groups 
at the lowest levels of employment across 
theuniversity.Schedulingforthisdialogue 
(7-9 a.m.) was challenging because of the 
shifts housekeeping employees work. Re- 
cruiting participants was also difficult be- 
cause of the pre-existing tensions. I ncen- 
tives from management (paid attendance 


and complimentary refreshments) facili- 
tated recruitment. 

Once engaged with each other in the 
dialogue, cross-group hostility was rather 
easily eroded through interrogation of the 
stereotypes that each group held about the 
other, and establishment of a climate for 
open communication regarding perceived 
racial, ethnic, and linguistic differences. 
Shortly after beginning thedialogue, par- 
ticipantsalsofound common ground based 
on the i denti fi cati on of thei r shared fami ly 
and community values and their shared 
experiences as low-level, often mutually 
disenfranchised employees— particularly, 
their shared experiences of racism ex- 
pressed, i nadvertently and del i beratel y, by 
Whi tesu pervi sors and/or facul ty, staff, and 
students who populated their work areas. 

Since the inception of this dialogue's 
pi I ot, cross-grou p tens! ons have been mark- 
edly decreased in the work units that have 
had empi oyees parti ci pate. The di al ogue i s 
on-going — held annually — and is con- 
cluded with a di al oguegraduati on ceremony 
which creates high-profile positive peer 
culturearound participation in it. Not sur- 
prisingly, new employees express the de- 
siretojoln in every year. 

The Womu-of-Color 
Storif Circle 
lutergroup Dialogue 
for Nou-Eypuipt Staff 

In Story Circle Intergroup Dialogue, 
smaller, more intimate groups of six to 
eight parti ci pants, meet for 6twoand a half 
hour sessions (15 contact hours for one 
credit) to discuss, through the sharing of 
their autobiographical narratives, howthey 
each conceptual i zeand experi encethegroup 
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identitythey have in common (which is the 
focus of a given dialogue). 

Typically, a single facilitator, repre- 
senting thei denti ty grou p at focus i n a given 
dialogue, facilitates. 

Story C i rcl e I ntergrou p Di al ogue al so 
includes participants from a single group 
that: (a) represent a wi de range of perspec- 
ti ves on the percei ved sal i ent "i ssues" wi th 
whi ch thegroupgrappi es; (b) havecredi bi I - 
ity withi n thei r I arger constituency; and (c) 
include, but are not limited to, members of 
the group's leadership. 

Finally, Story Circle I ntergrou p Dia- 
I ogue typi callyhasasingle fad I i tator wi th 
the following special skills: (a) extensive 
content area knowledge about the range of 
experiences of group members and the is- 
sues with which they grapple (specific and 
general); (b)theabilitytochallengeaswell 
as support thethi nki ng i n the group, as an 
insider to it; and (c) extensive facilitation 
experience. 

Agai n, devi ati ng si i ghti y from what i s 
typi cal for story ci rcl e i ntergrou p di al ogue, 
in Maryland's Women-of-Color staff dia- 
logues there are two co-facilitators. As 
before, one is a professional staff member 
(Exempt Staff) and one is a support-staff 
member (Non-Exempt Staff), in order to 
bring both themore"academic"intergroup 
dialogue facilitation and content area 
knowl edgeski 1 1 s, as wel I as the more "prac- 
tical "in-group (i.e.,speci fictoadministra- 
tive assistant staff) facilitation and con- 
tent area knowledge skills to these expe- 
riences. 

The Women-of-Color Story Circle I n- 
tergroup Dial ogue emerged in response to 
the stated need of Women of Color in ad- 
ministrative assistant roles themselves to 
have a place to come together and share 
their experiences at the university related 
to both thei r professi onal rol eand f uncti on, 
as well as their racial and gender identi- 
ties. Their coming together offered them 
support i n what they experi enceas an often 
hosti I eel i mate. F u rther , they devel oped an 
informal professional network to help each 
other and their other peers learn how to 
successfully negotiate that climate by of- 
fering each other i nspi rati on and i nter per- 
sonal motivation, as well as assistance 
with work-related tasks. 

Afialtfses 

Whi lei ntentionally implied, it has not 
been expressly state herein that the real- 
ization of authenti c i ntergrou p di al ogue — 
oriented toward fostering meaning and 


sustained cross-group relationships — re- 
quires groundi ng i n soci opol iti cs i n a man- 
ner that allows for examination of per- 
sonal and institutional shared values. 
That is, authentic intergroup dialogue 
must take place in an environment that 
welcomes the open examination and dis- 
cussion of what are generally considered 
issuestootoughtoconfront, both individu- 
ally and organizationally. 

These are issues that remind us that 
we— as individuals and through our var- 
ied social identity groups, organizations, 
institutions, nation-states, and global ex- 
periences — are not as multiculturally 
evolved as weoften liketothink. I nstead, 
these issues often painfully reveal to us 
that weareoftensti 1 1 quiteacti vely engag- 
ing in discrimination toward thosediffer- 
ent from ourselves. This is especially the 
case in contexts where we have access to 
the formal power that enables us, both 
i nadvertenti y and del i beratel y, to convert 
our individual biases and prejudices into 
institutionally supported and reproduced 
systems of oppression, contexts that sup- 
port our identities as members of tradi- 
tionally overrepresented social identity 
groups at the expense of our under-repre- 
sented counterparts. 

At theU ni versi ty of M aryl and, "shared 
governance"and "career path development" 
arestated university valuesand priorities. 

I ntheMarylandcontext, shared governance 
is said to mean that students, faculty, and 
staff at all levels are involved in the pro- 
cesses through which decisions impacting 
all areas of theuniversityaremade. Career 
path development is the attention given to 
creating educational and professional en- 
hancement opportunities especially, 
thou gh not excl u si vel y, for non-exempt staff, 
opportu ni ti es that wi 1 1 enabi e non-exempt 
staff tomorepreparedi ycontri butetoshared 
governance, in particular bytaking advan- 
tage of the "i ntel I ectual commu ni ty" asso- 
dated with employment in a higher educa- 
tion context. 

Certai niy, tosomeextent, theseval ues 
and priorities are realized. But, not sur- 
pr i si ngl y, members of thenon-exempt staff, 
especi al I y thosei n posi ti ons mi r rori ng those 
of the staff intergroup dialogue partici- 
pants, are sorely underrepresented in the 
shared governance arena and have re- 
mained in marginalized employment con- 
texts over twenty-year careersfor a number 
of reasons. 

I n the effort to address these probi ems 
by systematically addressing the reasons 
most often offered to explain and even ra- 
tionalize them, a draft "Policy Resolution 


on Full Inclusion of All Staff into the Uni- 
versity Community"^ was recently devel- 
oped. This resolution sets forth a three- 
tiered approach through which non-exempt 
staff may be afforded fuller access to par- 
ticipation in the shared governance and 
career path development wi thin theuni ver- 
si ty. The f i rst ti er i s the most fl exi bl e and, 
thus, I east di recti ve; thesecond ti er i s some- 
what less flexible and, therefore, slightly 
moredirective; thethird level is least flex- 
i bl eand therefore most regi mented i n order 
to ensure the greatest access to parti ci pa- 
tion in shared governance and career path 
development for the majority of non-ex- 
empt staff. 

The draft resolution reads as follows; 

Open! ng Statement 

Whereasthefull inclusionofstaffatall 
I e/el s, but especi al I y thosei n trades, servi ces, 
tech n i cal a nd ad mi n i strati vesu pport rol es, 
in Non-Exempt positions, in full and part 
timeand regular and contract contects, into 
theuni versi ty community isi den tifiedasan 
institutional valueand priority; 

Whereasi n theabsenceof a pol i cy cl earl y 
del i neati ng strategi esfor achi e/i ng esped ally 
Non-Exempt staff full inclusion, such has 
not been realized; 

B ei t resol ved that a pol i cyfor effectuat- 
ing the full inclusion of all staff into the 
uni vesitycommunitybeestabli shed, and, 
further, that such pol icy meet thefol I owing 
mi ni mum i nd usi on paramdiers; 

Tier One 

Staff at all I e/els, in full and part timeand 
regular and contract contexts, beafforded 
accesstoand protect! on under all of the 
u n i versi tysgri eva nceprocesses; 

Inrolesand/ orattimeswherestaffpresaice 
i s not al ways requ i red i n thei r j ob (i .e, 
whereand when thereisflexibility in 
howand when workmaygetdone), staff 
professional da/el opmentand servi cebe 
unlimited on the condition that their 
performance a/al nations continue to 
"med expectati ons. " 

If thisisnotpossi blethen... 

Tier Two 

Inrolesand/ or attimeswherestaff presence 
isalwaysrequired (i.e, whereand when 
there! snot flexibility in howand when 
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work may get done), technologybeuti- 
I i zed to i ncreasef I exi bi I i ty: 

F or exampi e, staff whoserol esand functi ons 
requi retha r proxi mi ty to phones and/ 
or e-mai I , as i sthecBsefor many ad mi n- 
istrativeassistants, could beequipped 
with ce! I ular phones and pal m pi lots so 
that, through call forwarding and/ or 
remoteemai I access, th^coul d attend 
a semi nar or a commi tteemeeti ng and 
still attend to their primary role and 
function by multi-tasking in thesame 
ma n n e" someexanpt staff cu r renti y d o; 

This paramete" correspondsto many cam- 
pus directives to utilize technology to 
accommodateall staff via teleworking 
toreducecampusandsurroundingtraf- 
fi c, suggesti ng thattechnol ogy I i kewi se 
beutilized tofacilitatethegreater par- 
ticipation of staff within the campus 
commu n i ty; i n herent i n th i s su ggesti on 
isthedeeply held belief thatfull inclu- 
si on of staff i nto the! ifeoftheuni versify 
should derecognized as at I east as i m- 
portantastrafficconcerns. 

If thisisnotpossi blethen... 

Tier Three 

Al I staff beafforded three(3) hoursof release 
time a wed<, throughout the calendar 
year, to participate in professional de- 
ve!opment,campusse'vlceand/orcom- 
munityse'vicerelevanttotheuniva'sity; 
intheeventthatthisti meisnotused up 
withi n a wed<, staff maybank itover the 
course of a month and apply it to the 
aforereferenced endeavors in larger 
blocks so long as thar performance in 
thei r pri mary rol e and functi on i s not 
compromised; 


N on-E xempt staff beafforded six(6) hoursof 
flex time a week, and Exempt staff be 
afford ed si X ( 6) hou r s of f I exi hi I i ty, d u r - 
i ng semester and su mme" sessi on cl asses, 
to parti ci pate i n profess! onal devel op- 
ment, campus service and/ or commu- 
nity servi cere! evant totheu ni versi ty i n 
I i eu of tu i ti on rami ssi on ; i n thee/ent that 
this time is not used up within a wed<, 
staff may bank it over thecourseof two 
wed<sand applyittotheaforereferenced 
endeavors in larger blocks so long as 
the! r performance! n thei r pri mary rol e 
and function is not compromised; 


Thisparametercorrespondswith manycur- 
rait uni versi ty pol i ci es afford! ng staff 
flexti meand/ or fl exi bi I ity commensu- 
rate with the practice of Continuous 
Qualitylmprovamait(CQI),Total Qual- 
ity Management (TQM), and other like 
initiatives; 

Thisparameteralsocorrespondswith many 
cu rrait u ni va'si ty pol i d esafford I ng staff 
six(6) credits tuition remission per se- 
mester, threeper summer sessi on, whi ch 
transi ates i nto n i ndty (90) contact hou rs 
per semester, forty-fi ve(45) per summer 
sessi on, or si X (6) hours of cl assti meper 
weekduri ng both thesemester and sum- 
me" sessi ons; 

It is important to note he'ethat theeduca- 
tional benefits of the university's em- 
ployment package are integral to both 
the university's mission and to what 
makes higher education such a unique 
and attractive placeto work for many 
individuals; inlightofthis, itiscrucial 
thata resol utespiritofsupportfor em- 
pl oyeestaki ng advantageof theseeduca- 
tional benefits permeatetheworkpl ace; 

This parameter i s responsi vetothepersi stent 
taisi on re! ated tothework wed< i ncrease 
fromthi rty-fi veand a half (35.5) toforty 
(40) hours for many N on-E xempt staff 
absent! nga correspond! ng pay i ncrease 
offer! ng up a possi bi I i tyfor resol uti on of 
thistension; 

I n roleswherestaffareassigned equipmait 
(eg., uni versi tyvehicles) and/ or access 
pri vi I eges(eg., campus park! ng passes 
and/ or I ot gatek^/s) for usei n thecon- 
text of thei r work, thi s equi pment and 
thesepri vi I eges be extended to them for 
use I n the context of thei r rel ease' fl ex 
ti meand/ or fl exi bi I ity for profess! onal 
de/elopmentand sa"vice 

Thisparameterisconsistentwith manyuni- 
versi ti es'faci I i ti es' masta" pi ans whi ch, 
for example, encourages theuseof state 
vdii d esfor i ntracampus workand wak- 
related (i.e, professional developmait 
or se'vi ce) travel when maj or arterl esare 
cl osed toor provi del i mited accesstonon- 
statevdiicles; 

Staff professional devdopment and service 
endeavors be considered in theperfor- 
manceeval uati on process wi th respectto 
thesettingand meeting of expectations 
and merit increases. 


Closing Statement 

Whereas the university's Board of Re- 
gents'hasan established policy in which all 
staff parti ci pati on i n theshared gove'nance 
of theuni versi tyi scl earl y del i neated; 

Whereas uni versify Presi dent has con- 
vent! onal lydefi ned theparti ci pati on of staff 
atall I e/el son theCampusSenate presiden- 
tial commissions, and myriad university 
commi tteesasshared governance; 

Beit further resolved that, as part and 
parcel of this pol icy resol uti on, a process be 
developed for theenti reunivesitycommu- 
nityto: 1) learn howtoappreciatethevalue 
of fl exi hi I ity for staff atall levels of employ- 
ment; and, 2) developa comprehensiveun- 
derstanding of the theory and practice of 
shared governance 

A basi cassumpti on for thi sprocessmust 
bea campus-wi demandatethat staff at al I 
I eve! s beafforded theopportu ni ty todevel op 
intrinsic motivation with respect to their 
work, versus bei ng external I y control I ed i n i t 
and compelled todoit. 

This mandate must be communicated 
asa chargefrom saii or leadershi pto super- 
visors, with a concomitant chargefrom su- 
pe'visorstotharmid-le/e! managers. 

A systan of mutual accountability for 
all staff and their immediate supervisors 
across the uni versify must accompany the 
mandate to ensurethat theaforereferenced 
mi ni mum i ncl usi on parameters aremet. 

This policy resolution is offered in the 
spi ri t of empoweri ng al I staff to get thei rj oh 
done! n an autonomous way. 

Itrecognizesthatjobroleand function 
and professional maturityand responsibil- 
ity arenot as mutual I yi ncl usi vefor al I staff 
as th^ could be. 

1 1 reinforces theuni va'si t/sstated com- 
mitment to providing opportunities for ca- 
rea path de/e! opment for al I staff, but espe 
ciallyfor Non-Exempt staff. 

F i nal I y, i t acknowl edgesthat i nd i vi du- 
als occupy! ng e/ay rol eand functi on withi n 
the univasity community occupy myriad 
rol esand functi onsoff-campus(e.g., withi n 
theirfamiliesasparents/ guard! anstochil- 
dren orascaretakastoeldas; within their 
communitiesoffaithasimams, ministas,a 
cantas; withi n d vi cagani zati onsascoaches, 
mentas, trai nas, tutas, commi tteechai rs, 
or manbasof Boards of Di rectors) i n which 
theknowl edge ski 1 1 s, and abi I i ti esempi oyed 
mayfar su pacedethoseempi oyed i n e/en the 
most senior I e/el rol esand functi ons. 

Thi s pol i cy resol uti on affirmstheholis- 
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ti c natu reof thed i verserol es and fu ncti ons 
e/ery individual wi thin theuniversity com- 
munity occupiesinthetotalityoftharlife I n 
sodoing, it requires thattheunive" si tycom- 
mu n i ty r ecogni zeeach of i ts staff manbers as 
a matureand responsi bl eadul t i n theman- 
ner i n whi ch i torgani zesand e/al uatesthan 
i n theworkpl acecontext. 

Conclusion 

Whilebothoftheintergroupdialogues 
discussed here have enabled the non-ex- 
empt staff parti ci pants to devel op commu- 
ni ti es of su pport i n thefaceof hosti I i ty, they 
have not led to the emergence of non-ex- 
empt staff activism. Such activism, like 
that often associated with students on col- 
legecampuses, iscritical to bringing atten- 
tion to this issue, and thus bringing about 
thestructural changes needed toeffectuate 
a more multi culturally affirming and em- 
power! ng workpl ace cl i mate, especi al ly for 
those employed at the lowest levels in the 
university. 

Because activism on the part of stu- 
dents is seen as part and parcel of student 
development in the liberal arts environ- 
ment, engagement in it poses less of a 
threat totheirstatusattheuni versify than 
equivalent activity poses to employees, es- 
pecially those employed in administrative 
or technical support, service, and trades 
positions.^Clearly, advocacy for these staff 
bythoseinmoresecurepositi ons within the 
university structure (namely. White male 
students and tenured faculty) is crucial to 
the improvement of campus climate for 
these employees. 

As this climate improves, continued 
development of the staff intergroup dia- 
loguestructurecould conceivably lead par- 
ticipants to engage in advocacy more se- 
curely and confidently, on both their own 
behalf and that of peers, toward the on- 
going development of a multicultural cam- 
pus and larger community. Advocacy on 
behalf of and by non-exempt staff to get the 
proposed draft resolution — or a future 
iteration of it — approved would be an 
excellent first step in more fully walking 
the shared governance and career path de- 
velopment walk. It is toward this end that 
the ongoing evolution of authentic inter- 
group di al ogue between and among al I con- 
stituencies at the University of Maryland 
is dedicated. 

footnotes 


is made possible, in part, through the generous 
support oftheWilliamand Flora Hewlett Foun- 
dation Unity and Pluralism Grant Program. 

^ The draft "Policy Resolution on Fall In- 
clusion of All Staff into the Uni versify Commu- 
nity” was developed by the University of 
Maryland’s President's Commission on 
Women’s Issues (PCWI) Sub-Committee on 
Staff Concerns during the 2001-2002 academic 
year. To date, this resolutioon has not been 
adopted as policy by any governing authority 
on campus. 

^ Which may, in part, explain the recent 
decision by these employees to unionize. The 
aforereferenced draft resolution — had it been 


implemented prior to the emergence of discus- 
sions regarding unionization — might have 
precluded the sense of need that employees 
have had to move forward with unionization. 

— Christine ClarK 
Is director of the Office 
of Unman K^latlons Trograms 
at the University of Maryland, 
College ?arh 
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